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ABSTRACT 

This study examines the possible relationship between 
principals' administrative behaviors and pupil reading achievement. 
Administrative interns assigned to 40 New York City schools during 
the 1973-74 school year observed principals' decision-making 
behaviors over a continuous period of 40 school days* Principals' 
behaviors were described in terms of four categories linked to 
Griffith's decision-making theory. Based on Griffith's theory, it was 
predicted that principals who emphasized appellate (conflict 
resolution) decisions and intermediary (school management) decisions 
rather than creative (educational program and staff development) 
decisions would be likely to head schools with belov-norm average 
reading achievement. Findings of the study showed 'that, on the 
average, the 40 principals devoted less than 10 percent of their time 
to creative matters. As predicted^ 35 of the 40 schools reported 55 
percent or more of their pupils with below-norm achievement scores. 
(JG) 
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SUMMARY 

Can the level of pupilo' achievement in reading be associated with 
their principals* administrative behavior? ^^This atudy examines the possible 
relationship of principals' administrative behaviors to their schools' 
pupil reading achievement • These principals' behaviors are described in 
terms of four categories linked to Griffiths' decision-making theory: 
(EP) educational program (creative decisions) 

(SD) staff development (creative decisions) 

(CR) conflict resolution (appellate decisions) 

(MS) management-*of^ the- school (intermediary decisions) 
Griffiths' theory leads us to predict that when principals' administra- 
tive behaviors show major enqpbasis on the creative (the EP: educational 
program, and the SD: staff development) decision- types , they are likely 
to be supervising schools with at or above grade norm average reading 
scores. On the other band, when principals place major emphasis on the 
appellate* (the CR: conflict resolution) and the intermediary (the MS: 
management- of- the- school) decision- types they are likely to be heads of 
schools with below grade norm average reading scores. 
Findings 

This study of 40 New York City principals found that the total of 
their creative (EP arid SD) administrative behaviors accounted for less than 
101 of their time; the total of their appellate and intermediary (CR and MS) 
behaviors for more than 90% « 

The predictable depressed pupil reading achievement scores for the 
schools headed by these principals were found to be confirmed. Of the 
40 schools supervised by these principals, 35 (87 .SX) reported 551 or 
•ore of their pupils to be achieving below grade norm at time of testing. 

7 
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Of thcac 35 schools, 24 (68.6%) reported that 707, or loore of their pupils 
were functioning below grade norm. 

Suppose these principals were able to commit 907. o6 their time to 
creative administrative behaviors (types EP and SD) would an upward 
trend in pupil reading achievement develop? He do not know. Tlie model's 
theory base does, however, provide a rationale for the systematic gcnexation 
of hypotheses to explore the relationship of different patterns 'of principals' 
administrative behaviors to pupil reading achievejaent . 

From a group of 51 administrative behaviors identified in this study, 
sub- sets of related competencies may be derived and be applied to 
administrator education. While these behaviors ere not universal or definitive, 
they are illustrative of how field-based feedback itiay be used to guide the 
design of performance" based preparation programs in educational administration. 
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Introduction 

Amonj', Iho broakthrouchs noedcd to identify effective administrator 

behavior is that of advancing a testable rationale to guide tlu; collection 

and interpretation of data. Given this theoretical ambiguity, little in 

1,2,3 

the way of consensus lias thus far been producccu llie aim of this article 
is therefore to dcinops trate Just such an explicit thoorizlnj^ effort, 
Griffiths* decision-making theory was selected as a framework through which 
urban principals' administrative behavior may be studied in relation to 
pupil reading achievement. 

The operation of a feedback system* utilizing field observation for the 
periodic updating of field-centered information on these behaviors to programs 
of preparation in educational administration is described. Hie theory based 
model used to identify these behaviors (from vhich if so desired sub-sets 
of competencies mr^y validly and reliably be derived) was the first step in 
the design of a field- centered performance based curriculum foi the AdVcinced 
Certificate Program in Educational Administration and Supervision, Sch:)ol of 
Education, Brooklyn College of the City University of New York, leading to 
New York State principal's certification. , 

Feedback from the field should, however, aim to..describc and perpetuate 
only effective current administrative practice by its institutionalization in 
preparation programs. Accordingly, the research issues addressed in this study 
are whether or not principals* administrative behavior can be objectively 
1) recorded and reliably fed back to college curricula and 2) found to be 
linked to predictable levels of pupil achievement in readings 

How can Griffiths* decision-making theory provide a testable rationale 
to guide the collection and interpretation of data on principals* administrative 
behavior? O 



The 'ilK-ory: Pr <lpoju^<l_ Litik Uotwcon Lcadrr I k-havlor and Or ^^aniza tlona ! Resul ts 

Griffiths believes that the central function of the. administi"ator of any 
organization is to make decisions. It is in the dccisi on-inakinp, process that 
administrative behavior occurs* Thus the writer perceived any given decision- 
making behavior as the locus of a cluster of interrelated competencies 
belonging to that behavior. Tlie idea that it is an administrative behavior 
(and not its component "coaipctencies*') which is the smallest observable unit 
in real life stands up when it is overl^yed by a review of Griffiths* three 
type? of organizational decisions and their implications for predicting pupil 
achievement. Tliese three types of decisions are: intermediary, appellate, 
and creative. 

Intermediary decisions are those in which the adwinistrator "follows 
orders" or fulfills policy directives. Too much time and energy in these 
decisions devoted! to the enforcement of the rules and regulations of the 
organization may displace unduly this time, energy, and expertise from the 
tasks of providing leadership. 

Appellate decisions are those which are required to settle disputes 
between or among subordinates. Griffiths postulates that the frequency of 
the occurrence of appellate decisions is an indicator of organizational health, 
viz. . "too many" appellate decisions indicate rampant organizational conflicts 
which the administrator may or may not be helping to create. In any case, 
these conflicts must be handled and thus do tend to divert him or her from the 
pursuit of the primary goals of the organization. 

Creative decisions are those which result in new policy or in needed 
adaptations of the organization's operation to changing situations. It may be 
hypothesized that the more an administrator is willing (or able) to commit 
time, expertise, and energy to creative decision-making the more likely it is 
that the achievement of the goals of the organization will take place. On 



the other hand, the more tiiTie, expertise, and energy the administrritor 
allots to the goal-diverting intennediory and appellate decisions 
(to the loss of opportunitioij for creative decisions) the less likely 
it is that the organization's priinary goals are fulfilled. 

Applying; the Theory to the S t atement of th e Problem 

Ihe problem as formulated for this study therefore has tvo 
major componeaLsr 

1. How can the pattern of the adwiiiictrative behaviors 
of a group of urban principals be objectively and 
reliably described in theoretical terms? 

2. How can the proposed link between this described pattern 
of administrative behaviors and the predicted pupil 
reading achievement scores theoretically associated 
with it tested? 



11 



3 



How was access to principals' docisioii-maklng behavior;? to be achieved? 

During the 1973-74 ncadomic year, r.dmir.istrative interns were sponsored 
In each of 40 li^->/ York City schools. Tlio principals supervising, these tnLcrns 
arranpod their schedules to enable the interns to observe all "f thcf-.c priru-i- 
pals' formal and InCoruial individual and group con f (^ronces . For the Kail 1973 
term those scheduled hours of observation occurred during the 40 school days 
between October let and November 30th; for the Spring 1974 tcrin, between 
March 1 and liay 3rd, TVie interns were able to observe their principals on 
schedules which varied from one to ten hours per week. Different interns 
and cooperating principals participated each semester. 

Koteworthy is that all of the cooperating principals have been given 
"satisfactory" cnd-of-year ratings by their respective superintendents for the 
1973-74 school term. The grade distribution of the schools served by the 
interns is given in Table 1. 

TABLIi 1-.. - Gl^ADK DISIRIHUTION 
OF SaiOOLS IIIVvDCn PA' ODSERVKD PRINCIIVJ.S 
(Fall 1973, Spring 1974) 



Grade 
High School 
Junior High 
Intermediate 
Elementary 
TOTALS 



Fall 1973 


Spring 1974 


Totals 


4 


2 


6 


2 


2 


4 


1 


2 


3 


11 




27 


18 


22 


40 
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ThcsG interns v;cre oriented to the role of participant observer. During 
the firiit three weeks of each semester they wete briefed intensively on the 
techniques of observinp, and recording data descriptive of their principals' 
decision-making behavior. Illustrative behaviors were presented in these 
briefings to help ensure inter- observer reliability. In addition, the writer 
c.MiferreJ with the interns weekly d^^rinz Internshi p So:n innr resolve problen^s 
of techr^ir^r.cs as these nrosc throughout the periods of dat'i collecCioiK. 
Specific ciaphasis v/as placed on the importance terns' recording only 

the administrative decisions they witnessed during the ^agreed-upon periods of 
observation., Neithc^r hearsay nor the decision-Tiiiking behaviors witnessed by the 
interns during casual encounters \/ith their principals were to be part of thf» record, 

A recording form (See Figure 1.) was used by the interns to maintain 
their daily logs. The following data were to be recorded for each observed 
decision: ' 
Column 1 

-^v'ho (role only) or what (event) stimulated the principal* s need for a 
decision? 

(E.g., a teacher's request, a parentis complaint, a fire in the building) 
Column 2 

-What was the content of the request (or stimulus)? 
(E.g., the teacher requested assistance in class' control) 
Column 3 

-What were all the factors (numbered) evident in (the principal's) reaching 
the decision? 

(E.g., before deciding whether or not to assist the teacher the principal 
considered two (2) factors: 1) the teacher's experience in the school, 
2) the principaTs own availability.} 
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Column 4 

-What was the outcome of the request (or stimulus) to the principal to 

inake the decision; viz,, was the request Granted (G) , Denied (D) , or 
V 

' Postponed (?)? 

(E.g., the principal's agreement to assist the teacher in class control 
was recorded as G.) 
Quantif vinp; Administrative Behavior 

Used to code the interns' logs was a taxonomy of administrative 

functions adapted from the University Council for Educational Acininistration 

7,8 , . . 

(UCEA) . Tlie UCE^. taxonomy provides four recognizable areas of adninistrat ivo 

functions to be used both to describe objectively the performance of principals 
in service as well as to relate the curricula of programs of preparation in 
educational administration to practice. The cstegoriei. of thir tr>:;>noriy nr^: 

Educational Program (EP) 

Staff Development (SD) 

Community Relations (OR) 
Management- of- the-School (MS) 
Griffiths' view of administrative hohc-'vior as dnc i-sion-iur/:, it'^r ror,rll'ic' 
in the first major adaptation of the taxonomy:, the Lr , SL\ Cr ivm\ 
administrative behaviors were defined as belonging tu cie of t'-- "^ voo 
decision- cypes : creative, appellate, and intermediary. Analogicr I'^btveen 
these four administrative functions (with the second major adaptation, the 
CR of Community Re l atio ns was up-dated to mean the more contempora>-v' CK of 
Conflict Resolution ) and Griffiths' three theoretical declsi on- making types 
are discernible . 



UCE /i Tpxonom y (Adap ted) 



Griffiths* T heory 



Educational Program (K?) 



Creative Decisions 



Staff Development (SD) 



Creative Decisions 



Conflict Resolution (Ql) 



Appellate Decisions 



Management- of- the -School (flS) 



Intermediary Decisions, 



Accordingly, Grlffitlis^ decision- making typos (which apply to all types 
of organizations) were joined to the taxonomy for categorizing the aclini nistra- 
tive functions in school organizations. 

The coding of the interns* logs required the initial identification of 
each observed decision as an KP, or SD, or CR, or MS type. Kach typo was 
then weighted by the nunbcr of all the factors (of. Figure 1, Column 3) 
evident in the principal's arriving at that decision.. To illustrate* an 
intern observed his principal deciding whether or not to provide assistance 
to a teacher (an SD type of behavior) J considered by the principal were U^o 
factors: 1) the teacher's school experience, 2) the principal's ov7n 
availability, Tliis behavior was therefore coded as SD2, Reflected in a 
coding, therefore, are both the decision- type and its relative simplicity 
(e,g,, 1 or 2 factors considered) or its complexity (e,g,, 10 or 11 factors) 
in its demands on administrative time and expertise. 

The criteria for the codln^j of the observevl administrative behsviorr. 
into the EP type p.to given in Figure 2, for the SD type in Figure 3, for 
the CR type in Figure 4, and for the MS type in Figure 5. 
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Figure 2. CRITERIA FOR TllE IDraXIFICATION OF (EP) EDUCATIONAL LEADERSHIP TYPE 

OF ADMimSTR.VriV^ BEIl/vVIORS (CREATIVE DECISIONS) 



Origin 



Content 



A« No evidence of a vrritten or oral 

directive or request from any source 
Including but not limited to 

-Central Board 

-District Office 

-students 

-parents 

-teacher? 

-student teachers 

-assistant principals 

-paraprof essionals 

-coranunity members 

B. Stimulus may be 

-attendance at professional 

conferences 
-college courses 
-professional literature 
-Instructional models 

(intervisitation) 



To create instructional policy by 

-identifying needed school 
goals 

-introducing instructional 
programs, revisions or 
additions 

-planning of different 
instructional groupings 
of pupils 

-introducing the systenatic 
evaluation of instructional 
programs 



17 



Figure 3. CRITERIA FOR THE IDKNTIFICATIOH OF (SD) STAFF DKVtXOPMr,NT TYPE 
OF ADMINISTRATIVE BEHAVIORS (CREATIVE DECISIONS) 



OriRin ^ 

A. Written, or oral directives from 

-Central Board 
-District Office 

B, Written, oral, or non-verbal requests 
from staff members including but 
not limited 

•teachers 
•student teachers 
•assistant principals 
•paraprofes clonal 8 



Content 

To provide to all staff members 
professional assistance through 

-Individual or group 
conference with self 

-referral to a resource 
(person, place, or material) 

on 

-pupil assessment 

-the selection and evaluation 

of learning materials 
-methodologies and techniques 
-classroom management 

To approve or to disapprove the 

-selection 

-assignment 

-evaluation 

-separation 

-transfer 

of all staff members. 



A request which in origin and content 
Is SD and which is also denied (D) on 
the basis of Cqntral Board or Difitrict 
Office regulations is to be coded as MS, 
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Figure 4. CRITERIA FOR TlIC ID WJT IF I CAT ION OF (CR) CONFLICT RESOLUTION TYPE 
OF ADMINISTRATIVE BEHAVIORS (APPELUTE DECISIONS) 



Orlfiln 



Content 



Written, oral, or non-verbal stimuli 
may originate from 



-parents 
-teachers 

-asolstant principals 

-paraproferBlonals 

-security guards 

-Union Chapter chairperson or 

grievants 
-pupils (acting out) 
-coaamunity msinbers 



To interpret and/or to 
modify school, District 
Office or Central Board 
policy 



-to resolve conflict 
between or among 



-parents 
•teachers 

-assistant principals 
- parapr o f e s s i ona 1 s 



-security guards 
, -Union Chapter Chairperson or 

grievants 
' ii^guidance counselors 

-pupil8(acting out) 

in the areas of 

-pupil distipline 

-pre- suspense and suspense 

hearings 
-Union Grievance Procedures 

(Step I) 

Excluded are 

Instructional program matters 
as described under EP, and 
professional assistance 
matters, as described under SD. 
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Figure 5, CRITERIA FOR lllE IDENTIFICATIOJ^ OF (MS)M\NAGING-niE-SCHOOL TYPE 
OF ADMINISTRATIVE BQIAVIORS (INTHRMEDIARY DECISIONS) 



A. District Office or Central Board 
policy In the forms of: 

- circular 0 
•memoranda 
-letters 
•oral requests 

B. From any other source (to 
enforce school, District Office, 
or Central Board policy) : 



-parents 
•teachers 

•assistant principals 

•paraprofesslonals 

-security guards 

-Union Chapter Chairperson or 

gr levant 8 
-guidance counselors 
-pupils 

-community members 
-custodial staff 



Content 

To Implement, monitor and 
enforce school. 
District Office and 
Central Board policy 
In the areas of: 

-school organization 

-Instruction 

-scheduling 



•ordering of supplies, 
textbooks 

•lunchroom scheduling and 

monitoring 
•safety procedures 

fire drills 

security measures (including 
deployment of security 
personnel) 

•accounting for school funds 
-plant maintenance 
•working conditions (e.g., as 
defined In the union agreement) 
-record keeping: 

student records on a per student 
basis and on school-wide basis 

"Staff records and 
personnel reports 

-bussing 

-attendance and lateness 
(pupil and staff) 
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In order to pre- test the level of reliability of these criteria, a 
rando'A sample of the interns* logs was independently coded by eaeh of 
three research assistants. The results op-H^Ls pilot coding arc given in 
Table 2. ^ I / 



TABLE 2, FREQUENCY OF UN/ils'iriOUS AGRK)^::ir.NT 
AMONG TllREE IKDEPCNDEtlT CODINGS OF A 
COI'C'ION PORTION OF INTERNS* LOGS 
(Fall 1973, Spring 1974) 



Observed 
Expected 



ARrecrncnt 
71 
48 



N o n - A gr € r e n t 



25 
48 



Total 
96 
96 



The unanii.^.ous agreement (74/,) aniong the three independent c )dini-s 
is significant at the .01 level using the Chi-Square test. 



Flnciinr.^'> '^^^^^ P attern of Prlncipalfi' Bcliaviorr. in r.olation to Pupil 
Roadln^; AchlevcnGnt 

The tyi^^s ami frequencies of the observed icdministrvitive behavlovf. as 
rc^coided in the full set of the AO interns* lo^s are ^;iven in Table 3. 



TABLE 3. TYPES AND FK£:OUENClb:S OF TllE OBSERVED 
ADMINISTi^ATIVE BEil/vVIORS OF 40 m\m^ PRINCIPALS 
(Fall 1973, Spring 1974) 





EP 


SD 


CR 


MS 


Total 


Observed 


15 


372 


647 


3011 


4045 


Percent 
(Rounded) 


(17o 


97o 


16% 


747. 


100% 



The distribution of the EP, the SD, the CR and the MS adtninistrat ive 
behaviors is significant at the .01 level u.^ing the Chi~Square test- 



Tliis composite of the observed principals' behaviors sustains the con- 
ventional wisdom that urban principals commit most (747,) of their time, 
talent and energy to ''following orders*' (MS or intermediary decision-making 
behavior) or directives from authority. Tlie next largest demands on them 
(16%) are In the resolution of conflicts between or among administrators, 
teachers, pupils, parents, and community (CR or appellate decision-making 
behaviors); slightly less than 10% was committed to creative decisions, 
i.e., to types EP or instructional leadetship and SD or staff development. 

Is there evidence to confirm the predicted link between the distribution 
of the administrative behaviors of the observed principals and their school*;' 
reading achlcvcTQcnt? 

::z 
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Griffiths^ theory leads us to anticipate that principals who manifest 
greater involvement in the CR (appellate) bcliaviors and the MS (intermediary) 
behaviors are likely to be heading schools with depressed reading achiovr^i.rnt 
scores. Clearly the observed principals were found to be significantly 
committed to CR and MS behaviors (totalling 90%) rather than to L? and SD 
behaviors (totalling 107o) . Depressed pupil reading achievement scores in 
the schools they supervise are, therefore, likely also to be found. 

Given in Table 4 is the distribution of the< reading scores of the 
schools supervised by these principals. 

TABLE 4. READING AaiI?:VK!^lENT SCORES OF 
SQiOOLS SUPERVISED BY OBSEPJi^'^ PRINCIPALS 



Per Cent of Pupils Achieving ^ Number^^pi^ 
On or Above Grade Sc hools 



0 - 


10 


4 


11 - 


20 


9 


21 - 


30 


11 


31 - 


40 


7 


41 - 


45 


4 


46 - 


50 


4 


51 - 


60 


0 


61 - 


70 


1 



Of the 40 schools beaded by the observed principals, 35 (87.5%) reported 
that 55% or more of their pupils were achieving below reading grade norm at 
time of testing. Of these 35 schools, 24 (68.6%) reported that 70% or more 
of their pupils were functioning below reading grade norm. The difference 
between the mean of these data (27.957o) and the national norm (50%) is 
slRnlf leant at the *01 level* 
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The predicted dcpres.sed pupil reading achievement scorer, of the schools 
headed by the principals f^tudied was therefore confirmed in this case. 

The implicationr, of this model (depicted in Fi<,\ure 6) for the diagnosis 
and correction, or the reinforcement, both of principals' on-the-job 
per forr.uance and of th*e learning experiences of students in pro;^rnris of 
administration are significant, llie focus of future research su^'.^^ests th.e 
systo:p*atic comparison of alternate patterns of principals' adinini strativc 
beViavior in relation to pupil reading achiovrr.;ent ♦ 
Randon Selection of the Observed Ad^nini stratlve Bohc^viors 

To obtain a representative sampling of the behaviors observed, the 
percent of the occurrence of each behavior in the total of 4045 observed 
administrative behaviors was calculated and applied to the development of a 
list of 50 behaviors. Of the 50, no E? behaviors were eligible to be 
selected; SD decisions accounted for 4, CR for 8, and MS for 38. 

Tliis process is summariEed in Table 5. 

TABLE 5. THK REIATIOIJ OF THE PERCENT OF 
THE OCCURRENCE OF EP , SD, CR AND MS BEHAVIORS 
TO THE BEII/A'IORS R/J^'DOMLY SELECTED FROM THE INTERMS' LOGS 



Administrative °L of Occurrence Behaviors Eligible for 

Behavior (Rounded) ' Randon Selection Tota^ s ■ 

Fall '73 Spring '74 

EP (17» 0 0 0 

SD 97. 2 2 4 

CR 16% 4 4 8 

MS 747. 19 19 . 38 _ 

TOTALS 1007, 25 25 50 



Although the ET's less than 17. of occurrence meant none was eligible for 
selection, one such behavior is Included as an illustration in the listing 
of the (now) 51 administrative behaviors given in Figure 7. 
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Figure 7. FIFTY-ONE ADMINISTPvATlVR BEHAVIORS OF URBAN PRINCIPALS 

(FALL 1973, SPRING, 1974) 



EP 

1. To organi'^ze a self-contained classroom on the eecondsry school 
level 



SD 

1. To observe a lesson taught by a teacher 

2. To conduct a post-observation conference with a teacher 

3. To plan and lead a group conference with teachers to demonstrate 
new instructional materials 

4. To assist Substitute teachers in classroom management 



CR 

1« To involve parental cooperation in improving a child *c conduct 
in school 

2. To determine the alternate class placement of an acting-out child 

3* To respond to a parent's request for a specific class placement 
of a child 

4. To respond to a parent's request to make a teacher available for 
an unscheduled guidance conference 

5- To arrange for the collection of data required for a pupil 
suspension hearing 

6. To respond to reports from a security guard about pupils fighting 
In a classroom 

7. To confer with the school Parents' Council on school policy 

8. To order library and text books which reflect community norms 



/ 
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Figure 7 , (cont'd) 



MS 



1, To f emulate goals and objectives for the next academic year 



2. To lead a meeting of assistant principals to cotramulcate school district 
and central board policy decisions 

3. To publish a. calendar of dally events 

4. To publish an end*of-year calendar 

5. To schedule departmental and grade staff conferences 

6. To organize school-wide subject area fairs 

7. To distribute courses of study and curriculum bulletins to 
staff members as needed 

8. To analyze the results of school-wide standardized tests to detenalne 
pupil instructional needs 

9. To organize a school-wide standardized testing program 
10* To replenish textbooks for the next academic year 

11. To communicate guidelines for the reorganization of classes 
for the next academl<-, year 

12. To schedule assembly programs 

13. To Interview persons volunteering to assist in classroom Instruction 

14. To establish cooperative working relationships with community social 
service agencies 

15. To establls^a format and routines for teachers' reporting of pupil 



17, To plan the follow-up of pupil lateness 

18. To enforce guidelines for the release of an ill child to go home 

19, To secure medical attention for a child injured in school 

20. To schedule fire drills in accordance with legal requirements 



attendance 




16. To evaluate and arrange the discharge of long-term absent pupils 
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Figure? ♦ (contM) 



21 ♦ To schedule tcachera to supenrlsc pupils In the lunchroom 

22. To establish and enforce procedures for safe pupil entrance 
and dismissal 

23. To fulfill the requirements of the teachers' union agreement as 
to filling vacant compensatory time positions 

24. To fulfill the requirements of the teachers' union agreement as 
to class coverage by subject area specialists 

25. To fulfill the requirements of the teachers' union agreement as 
to upper limit of class enrollment 

26 • To fulfill the requirements of the union agreement as to 
auxiliary educational personnel 

27. To lead in the development of a dress code by teachers 

28. To recruit substitute teachers 

29. To divide up the class of an absent teacher when no substitute 
teacher is available 

30. To evaluate the request by a teacher for the approval of medical 
expenses for an alleged line-of-duty accident 

31. To implement the security policy on school visitors 

32. To arrange the distribution and the collection of teacher data 
request forms (New York State) 

33. To screen fund-raising appeals to the staff from private agencies 

34. To respond to the school custodian's request that teachers cooperate 
with the custodial staff 

35. To plan a program to prevent vandalism 

36. To establish' procedure for scheduling teachers' use of the school 
auditorium and gymnasium 

37. To program and monitor the instructional bell schedule 

38. To determine alternative exits and entrances during school's modernization 
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Con c lusions and Piroction s for Further' csear ch 
Described is a field observation inodel to examine tlie relatiotis'hip 
of urban principals' administrative behaviors to the pupil readini; ^ichieve- 
ment of the schools they head. Tb'^so principals' behaviors arc described 
in terms of four categories If.nked to Griffiths' decision-making theory: 
(EP) educational program (creative decisions) 

(SD) staft development (creative decisions) 

(CR) conflict resolution (appellate ceoislons) 

(MS) managGment-of- the-school (intermediary decisions) 
The model's theoty base provides the rationale for the systotnatic 
generation of hypotheses to explore the relationsliip of different rcaCerns 
of administrative behaviors to pupil reading] achievement. Spec j flo^^lly, 
Griffiths* theory leads us to predict that principals whose ^;d:rlnistrat ivc 
behaviors show ir^jor em.phasis on the creative (the EP: educatioru-;! program, 
and the SD; staff development) decision- type are likely to be supervising 
schools with at or above grade norm average reading scores. On the otb.er 
hand, principals who place major emphasis on the appellate (the CR: conflict 
resolution) and the intermediary (the l\S: management-of- the-school) decision- 
types are likely to be heads of schools with below grade norm average reading 
scores. 

This study of 40 New York City principals found that the total of the 
creative (EP and SD) decision- type accounted for slightly less than I07o of 
their administrative behaviors; the total of the appellate and intermediary 
(CR and MS) decision- types for slightly more than 90%. Depressed reading 
scores were therefore predictable. 

23 
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Tho predicted depros'-ed pupil reading achievement scores for the* schools 
headed by the principals studied was confirmed. 

Of tlio AO schools r;rervir»od by the observed principals, 35 (87.")%) 
reported that 55% or more of their pupils v/ere achieving below grade norm 
at tine of testing. Of these 35 schools, 24 (68,6%) reported that 707^ or 
more of their pupils were functioning below grade norm. 

Suppose the reverse were true and these principals committed 90% of their 
time to creative adr.inistrative behavior (types KP and SD) would <in upv.nrd trend 
in pupil reading achiovent^nt develop? Wc do not know. The formulation of 
the problem in these terms does however suggest an extension of this study. 
To be produced would be an objective and valid instrument to diagnose and 
to correct, if necessary, the performance both of future principals preparing 
for certification and of principals in service. 

From the 51 administrative behaviors identified by this study may be 
derived sub-sets of related competencies which are applicable^ to administrator 
education. These behaviors are not intended to be universal or definitive, 
iTiey arc, however, illustrative of field-based feedback which may be produced 
by this model to guide the design of performance-based programs of preparation 
in administration and supervision. 
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oriented budget. 

It is usually necessary to prepare a budget document that suiiunarizes 
cost estimates for each project resource type/ This is the tyi)ical line 
item budget with entries for personnel, materials and supplies, equipment, 
travel, services and indirect costs. This type of budget is needed if the 
school district customarily budgets in the line item format. If outside 
funding for the implementation project is sought, the necessary proposal 
document may require both a typical line item budget and an estimate of the 
cost of each project task and/or mission. 

The completion of the budget documents completes the planning phase of 
an implementation project. The information and documents generated in this 
phase, taken together, constitute the project plan. This plan should be 
submitted to the school board or appropriate authority for review and approval. 
Upon approval of the plan, the project moves into the preparation phase. * 

The superintendent and/or other central office administrators and prin- 
cipals can help the^project manager with cost estimation .and budgeting by 
supplying any cost information they may possess and by reviewing the final 
proposed budget. ' ^4 

-_ Preparing for Implementation " — - 

The pr^eparation phase is the second pliase of the project management 
process. The activities involved in the preparation phase of an iini^lementa- 
tio;! project are: (1) obtain staff, (2) train staff, (3) orient persons not 
directly involved, (4) obtain, distribute and install materials and equip- 
ment, (5) arrange for the use of facilities, (6) develop evaluation plan, 
(7) obtain or develop measurement instruments, and (8) develop an informa- 
tion ^system for control of project operations. The first seven of these 
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activities were discussed in tlie previous planning phase section o£ this 
supplen^nt. This section is devoted to a discussion of the development of 
an information system for an implementatioa project. 

Successful operation of an implententat ion effort, once underway, deix)nds 

to a great degree upon the project manager and staff knowing botli what should 

'""^^-.^ - • 

be Imppening, v^at is actually happening and who should make J.t happen. Tliis 

is usually accomplished with a procedure or operation commonly identified 

as a project information system. A project information system consists of 

three con5)onents -7 the project data base ,, organizational charts , and the^ 

project handbook . Each of these components is discussed in the sections 

which follow. - 

Project^ Data Base 

The basic function of the project data base is to accumulate in one 
place all of the initial schedule, ^budget, and task performance decisions 
made during project planning. This permits the project manager to have^ 
ready access to the basic or initial planning decisions which reflect what 
should be happening and who should be making it happen. 
" Some of the types of infomation that should be included* in the data 
base- for an implementation project are listed below. 

0 statements of the project go'al and objectives 

0 descriptions of the project tasks ^ \ 

0 the work'breakdown structure ^v. 

0 the work flow diagram \ 

0 the task time schedule 

0 identification of mile^ones 
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o resource . requirements 

0 the budget and expenditure- plan 
^All performance, tijne, and cost data that have been generated for each pro- 
ject task and for the total project should be included. For example, if 
one of the tasks is "train teachers**, then the following information regard- 
ing the task would be part of the data base: 

p the instructional objectives 

0 how the training will be , accomplished 

0 who will do thp training 
• 0 who will be taught 

0 when the training will take place 

0 where the training will take place ' - 

0 what resources are required 

0 what dollar costs will be incurred 

0 how it will be known when the training task "is completed 
With this kind of detailed mfonnation, ,the project manager can monitor the 
training process and know if it is deviating from what wais planned. 

Organizational Charts 

The second component of the 'project information system involves the 
* 

development of a project* organizational chart. The function of an orggiiza- 
tional chart is to show authority and responsibility for project staff and 
to show reporting channels for %he flow of information. 

Consider an implementation project such as , the inq^lementation of IPI^ 

Reading ^in an intermediate size, school district' 'T'.r Suppose that the dis- 

> 

trict..^ decided to implement the program in grades one through six in five 
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buildings (A, B, C, D and E), representing different types of student pop- 
ulations from different neighborhoods. Also, suppose the district's Coord- 
inator of Elementary Education has been chosen to coordinate or manage the 
implementation. A suggested organizational chart for such ah implementation > 

project is pictured in Figure #6. 

In order to help clarify prorject authority and responsibilities, a 
management responsibility guide is often developed. The guide is a useful 
device in preventing project tasks from\being overlooked because no one is 
charged with the authority or responsibility for their execution. A sample 
portion of a possible management responsibility guide for the IPI Reading 
ijT^lementation project described above is pictured in Figure #7. 

The Project Handbook 

The purpose of the project handbook is to facilitate staff operation 
and communications. The handbook should contain such items as: (1) general 
backgrjownd information regarding the project and its environment or setting, 
(2)^ the project organizational chart, (3) reporting formats and schedule, 
(4) staff meeting schedules, (5) travel arrangement information, and (6) 
project task schedules. 

In implementing IPI Reading, for example, the project handbook might 
include the following: 

0 the names of the schools involved in the project 

0 the gra4e levels involved 

0 a project, ^taff directory 

o a project organizational^ chart (like the one in Figure #6) 

0 the project management responsibility piid^(like the one in Figure S7) 
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0 the format for reports that are to be submitted by the building staffs 

to the project manager 
0 the schedule for submitting reports to the project manager 
* 0 the schedule for the Planning Sessions 

0 details regarding travel and acconmodations for the staff training 

session in the summer 
0 the schedule for the training session 

0 the schedule for the arrival of materials and equipment at the school 
buildings 

Copies of this handbook should be distributed to all members of the project^ 
staff. As project activities move along, it is likely that the handbook will 

need some modifications or additions in order to be kept current. For example, 

\ 

in IPI Reading di%)lementation, information and procedural modifications made 

\ 

during the Planning Sessions should be added to the handbook. Therefore, 
project handbook)/ are often kept in loose-leaf form. 

Implementation Operations 
^ The operations phase is the third phase of the project management pro- 
cess. The project activities that occur in the operations phase of the 
inplementation project are: (1) orient the pupils to .the procedures of the 
new program, (2) instruct pupils under the new program, (3) disseminate in- 
formation regarding the operation of the program, (4) modify the program 
content and/or procedures, (5) administer measurement instruments, (6) score 
and analyze evaluation data, and (7) synthesize ^the data and report the 
evaluation results. Each of these activities has been discussed previously 
in the section entitled ''Planning Implementation.'* The concern of this sec- 
tion is with the monitoring and control function that must be performed in 



order to ensure that these activities of the operations pliase are performed 
properly. ^ • 

Regardless of the best planning and preparation elf orts, operations do 
not always go as planned. Thus, the project director nust have" a system or 
procedure for knowing the status of the project at all times. The project 
information s)jstanlHscussed in the previous section__is useful in this regard. 

The monitoring and control of project operations is basically a problaD- 
solving process consisting of the following steps: (1) the identification 
of a problem, (2) the generation of alternative solutions and selection of 
a most desirable solution, (3) the implementation of the desired solution 
and the communication of changes in>^opefations to the project staff and 
other affected offices. This three-step process is repeated throughout the 
operations phase of the project. 

In almost any inqjlementatiori project, it can be expected that iom sig- 
nificant problems will occur. These problems are discovered by comparing a 
progress reports on the actual operation of proj^t actij/iti^ with "the 
project plan . The progress reports may be formal or infoimal, written or 
oral, and should be tailored to the needs of each implonentation project. 
For example, in in5)lementing IPX Reading, a school district may want to use 
a modification of the monitoring insti^iment ''SIGNS", developed by Research 
for Better Schools, Inc., as'lfTasic reporting procedure. By ixsing this 
instrument, a school district can collect information on the operation of an 
IPI program that is needed in order to decide if the implementation, is going 
according to plan. 

. The following example will h^elp to illustrate the three-srep monitori^ig 
and control process as it operates in an implementation project.^ Assume again 
that an intermediate-size city school district is implementing IPI Reading 



in grades 1-6 in five school buildings (A, B, C,,.D and I;) . Also, supposp 
>» 

th> project manager (Coordinator of Elementary Education) and building' super- 
, visors (principals) are using the-^^SIGNS" instrument as a basic. reporting 
device on a periodic basis. In addition, the project manager and principals 
fiave developed other procedures for monitoring different aspects of the 
iif)lementation. For example, they have developed a materials inventory con - ^ 
trol system that allows them to know the type and numbers \>f matprials in ' , 

' — — ' . r 

stock in each building and to compute the rate of consumption on a monthly 
basis. • ' ^ • ' 

Implementation had begun in September and it is now the first week in 

iwvember. The project manager is reviewing the progress reports submitted 

ft 

to him by the five building principals.^- principal of Building C iiidicates 

^ > -jt 

in his materials invenl<>»ry report that his school is-b6ginnif^ to run; low ^ 
on sane o^f the materials in the Primary Reading Program (grades 1-3). He 
asks whether or not this is to be expected. 

The project manager immediately con5)ares the inventory figures 'of School 
C with those. of Schools A, B, D' and E and discovers Jli^t C has a substantially 
lower stock of Primary Reading Materials than the^ other schools. This .con- 
dition still may not represent a problem. The project manager next examines 
the sc^ 1 profile for School C contained. in , the SIGNS j^nstrument report. 
From this profile he finds that many more pupils- in SchooJL C have unitfe of 

0 

work yet to be compieced in Primary Reading than there are materials for..- 
The first step of the problem- solving control process has been completed ~ 
a problem has "been identified. , • . , 

The next step in this process is to generate alternative solutions to , 
the problem and to select a best, or most desirable, solution. It is usually 



35. 



necessary to determine the cause o£ a problem b&fore effective solution 

• » 

alternatives can be generated. Tlierefore, the ^)roject manager's next step 
IS to work With the principal of School .C and^hfs staff in determining wl^y 

^the school has fun short of primary reading materials. A recheck of thfe 
initial inventory, purchase orders and schobl reading achievement levels 
indicates that the correct number and type of ' materials were ordered, re- 

«ceived and distributed tb the schbol. ^ -ther investigation leads the 
project manager and principal to|an exami, ^tion pf the -placement of pupils 

^into IPL Reading in September baled upon" th|i^. pre-- test pgrformance. 'ITiis 

. • & ■ ' ' , . : ' ■ 

exffljination reveals that many ofi the fourth and fifth gisade pupils \vere 
placed, in.^ the 'IPI Reading Progrim at a 'level tha<. is conventiortally termed 

" a second or .third grade reading level. 'SonTe'of this was expected based upon 
previous. school -wide reading achievement^ test data. Further investigation 
indicates, however, that many of these' pupils are new to the school, having 

"moved into the school's attendance area during the sunmer. Such mobility 

is not uncommon in thi's part of the city. Thus,\the cause of the problem 

..' s < • 

appears to be "a combination of 'some -previous" ijiaccuracy'ih the'iTK;asurement 

.' p " • 

of. reading achievement levels in the school plus ah influx of low reading 

' I * '' ' " 

achievement pupils during' the summer month^s. This .information foms the . 

basis for discussing alfemative solutions . for ^the- shortage problei^-. It will . 

also be helpful in avoiding similar problems in the future^.. 

Next, the project manager and his staff must specify th6 ends or results, 

: ' - - ! 

they want'to achieve by a'solutior; to the problem, and then generate alter^ 

natives that will meet those specifications. They specify that School C must 

have certain numbers of particular materials within teri school days. They 

■ ./ • " 

would like to minimiz'e cost and still obi;ain high-quality materials that are , 
— rr ' • ' 'r^ ^ ' >^ 

easy to read and use. 'IS. . ■ • . , ' 



They begin to generate alternatives such as: (1) order the needed 
materials, (2) make copies of the needed materials, (3) borrow the materials 
from other schools, and (4) borrow the needed materials and order replace- 
ments for the other schools. ^They then cojcpare each alternative with the 
needs or musts and the likes previously specified. Tlie first alternative 
is rejected because the ordering, shipment, and distribution of materials 
will take longer than the required ten school days. ^ — — — 

The second alternative may work, although the cost of copying jind 
assembling materials will be high, and the quality of the product may be 
less than desirable. ^Also, there is the question of the legality of copy- 
ing the materials for large-scale use. Thus, the second alternative does 
not appear- to be very favorable to them, 

the third alteiinative is rejected because, if School C bopapews mater- 
ials from the other schools, they will then run put of materials, I 

The fourth alternative satisfies all the specified needs, in that School 
C will get the needed materials within tei school days and the other schools 
will receive replacement copies before they run out of materials, lliis al- 
ternative, also satisfies the likens , in that the cost will be minimal and 
the quality of .the materials obtained will be equ 1 to ttiat of the present 
materials. ITius, .they choose the fourth alternative over the second. The 
second step in the problem-solving control process has been, completed. 

The final step in the control process is to iii5)lement the chosen solu- 
tion and communicate the changes involved to tlie project staff and appropriate 
school administrators. There are a number of details that must be worked 
out in order to iiTq)lement the decision that the project manager and principals 
have cliosen. For example; tJie following questions must be answered: 'HVliat 
materials will be bof rowed? Hov^; many copies of each will be borrdt^ed? How 



many copies will the different schools lend? Who will be responsible for 
getting the materials together in each school? 

The transport of these materials between the school buildings will 
require certain authorizations and directions. In addition, the order for 
the replacement materials must be placed rapidly. This may require special 
efforts on the part of the project manager in facilitating the processing 
of the order form and purchase order by several district offices or depart- 
ments. The cooperation and support of various central office administrators 
is necessary for the smooth implementation of corrective action in solving 
project operational problems. 

After the, solution has been ^implemented, the project managef follows 
up on the inplementation to ensure that it has gone according to plan. He 
checks to see that School C has received the needed materials from each of 
the other schools, and he checks to see that the shipments of replacement 
materiSls has been received when expected. The final step in the problem- 
solving control process, solution in5)lementation, has now been completed. 

0 

This three-step process of monitoring and controlling project operations 
continues throughout the operation of the project. In the example above, 
it may- happen t-hat the school profiles at the end of the first semester show 
that pupils in one of the better schools (in terms of reading achievement) 
are not showing the ciixpected gains under the new program. - Pupils there 
may even appear to be improving their reading skills at a level comparable 
to that in the "average" schools. Such a finding might lead the project 
manager and building principal to observe classroom activities and procedures 
more carefully tlian they nonnally might. As a result, they migh,t discover 
a liard-to-find problem, such as a lack of individualization of student learn- 
ing prescriptions. Teachers may be having many pupils complete all instruc- 
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tional materials, thereby not individualizing the .inst, ction.of the pupils 
and slowing down^the learning of the more able students. As a result, the 
quality and speed of pi^il learning suffers. 

The development and .operation of a monitoring and control system is an 
absolute necessity when implementing any new instructional^procedure or pro- 
gram. A reporting system that makes effective project monitoring and control 
possible must be carefully designed. 

- *> 

Terminating In^lementation 
The tennination phase is the fourth and final phase of the project man- 
agement process. Project termination is concerned with the ending of the 
project effort. In most cases this involves either the phase-out (closing- 
out) of tl-ie project or the transition of the project into an on-going, 
regular school program. In some cases this transition itself is large, 
complex, and uncertain enough to be treated as a project. An imi)lementation 
project can be thought of as such a project. That is, an implementation 
project is a project whose concern is with the transition of a program from 
the status of a trial program to that of an on-going sub-program within the 
overall instructional program of the school. Thus, by idefinition, the ending 
or termination of an inplementation project represents the final stages of 
transition, rather than any phase-out or ending of project activities. Most 
of the operational activities continue, but they continue as regular progr^mi 
activities. 

An inplementation project may : in operation for any reasonable length 
of tim3. If an implementation begins in September, a school district may 
decide to run the project for one year. That is, the new instructional pro- 
gram is to be considered as part of tlie regular program when school begins 
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the following September. Or, the district may decide that tlie implementa- 
tion of a particular program will require two or three years. Wliatever the 
case, when the time comes for the ending of the^project.md_tl^>eginning 
of the on-going, regular program, there are certain tasks that need attention. 
Among these are informing project personnel of final transition procedures; 
preparing a final report for the funding source (school board, state depart- 
ment of education, etc.); retaining important records, -reports and similar 
docimients; writing a project history for reference by future project directors; 
and planning the first year of operation as a regular program. These tasks 
are discussed below. 

Inform Project Personnel 

All project staff should be inforraed of any changes in program opera- 
tions that will come about as. a result of the ending of project status. For 
example, in implementing IPI Reading, a district may decide to use fevjr or 
more teacher aides the next year, or schedule class sessions in both the 
mroning and afternoon so that full- time personnel may fill the aide role as 
well as part-time personnel. ' 

Project staff members also must be informed of .their roles in the final 
transition tasks, such as preparing the project history or planning for the 
following year. 

P repare the Final Report 

The school board and the public should receive a final report on. the 
project's successes and failures. If the implementation project was funded 
by an outside source, that funding source will certainly require a final 
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report. The final results o£ the new program *s evaluation will be an im- 
portant part o£ the final report* Reconriendations for the program modifica- 
tion and improvement should also be included. 

The superintendent and/or other central office administrators should 
carefully review the project final report. This is especially important if 
the project involved the use of funds from outside the district. 

Retain- Important Records and Documents 

Whether or not the project was funded by an external source, certain 
records and documents should be retained. For exanple, items such as ex- 
penditure records, personnel records, correspondence noting major project 
changes, progress and final reports, and summary test data should probably 
be retained. For example, in implementing IPI Reading, the retention of 
student reading achievement data in each school building is necessary for 
accurate planning ^ and for ordering the correct amounts of the various mater- 
ials for the following year. Also, the analysis of persoimel records may 
provide information on what type of experience and train Is likely to 
make good teacher aides. Such infoniiation will be invaluable when it comes 
time to implement another new program, such as IPI Science. 

The project manager may want^tlie advisee of certain central office ad- 
ministrators in determining which records and documents are required by the 
district and which other doamients would be valuable or useful. 

Write the Project History 

The project history provides a documented, written record of the history 
of the project from its creation to its termination. Properly prepared, it 



can be quite helpful in planning the iii^lementati6h'^o£- other new* instruc-. 
tional programs by providing information derived from experience regarding 
dimensions of uncertainty. For example, the experience gained ii>^ estimating 



material needs for IPX Reading could be helpful to those charged^ with order- 
ing materials for the inqplementation of IPX Math. Also, experience gained 
in. working with teachers on individualizing student learning prescriptions 
could be helpful to principals and coordinators who are managing another XP I 
implementation. * * / 



Plan for Next Year 



Plans for operating the new instructional program inyits first year as 
a regular program have to be made. Mich of this planning is done toward the 
end 6f the iJi5)lementation project. For exaiT5)le, suppose a school is imple-/ 
menting XPX Reading this September and plans the final/transition into a 

regular, on-going program for the following Septembers Then many planning 

/ ' ^ / 
activities, for the on-going program will begin in the spring. For exanple, 

materials will probably be ordered in May and additions or modification^ in . 

the program procedures and/or content based upon evaluation results should 

/ 

be detailed in May or June, so that they can be included in the teacher train- 
ing program scheduled for July or August. Any ^hanges that call for modifi- 
cation. of classrooms certainly must be made by May or June, since ;the work 
will almost certainly be done in July or MjLt. Some final modifications 
,may, of course, not be made until July due /to the heavy schedule for school 
staff that is usually associated with the/end of the school year* 

Planning for the next year of operation should ..nvolve project staff at 
all levels. Teachers will have valuable information inputs, while principals 

I 
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and curriculum supervisors are in a position to look at the larger picture 
and make recommendations for change in the overall operation of the new pro 
gram. The advice, approval and support of the superintendent and/or other 
cer -ral.office administrators is beneficial, if not necessary, for the ef- 
fective implementation of desired changes for the next year. 
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IV. Conclusion 

An effort to introduce a new instructional program or a major instruc- 
tional progfgSTmodification into one or several school buildings fits the 
definition of a project s Consequently, such efforts, sometimes termed 
"implementation projects," can benefit from being directed or managed from 
the project management viewpoint. This involves the enployment of specific 
project management skills and techniques as the project moves through the 
four phases o£ the project management process planning, preparation, 
operations, and termination. 

The planning phase involves developing a project definition, work flow 
diagram, time and resource estimates and schedules, and a project budget. The 
preparation^^Se involves obtaining and training staff, orienting personnel, 
obtaining and distributing materials .and equipment, arranging for the use of 
facilities, developing 'an evalimtion plan,, obtaining or developing measurement 
instruments, and develo^^ing a project information system. The operations 
phase involves orienting and instructing pupils, dissoninating information, 
modifying program content and/or procedures, administering measurement instru- 

' men*^, ^scoripg and analyzing Valuation data, and synthesizing data reporting 
resrults. ,The ten^fction phase involves informing project personnel of cliange 

' preparing a final report, retaining important refcords and documents, writing 
a project history, and planning for next year. 

■ If you desire to learn more about the manageinent of an implementation 
project, you might want to contact the A^inistering for Change Progrjim of 
Research for Better Schools, Inc., p'hiladelphia , Pa. 19103 or the Ikiucational 

~ProgTam-Managanent^GenterJ.n. .the^Colle^e^J Education of The Oh io State 
University. Also., you may want to. contact the Business Acbninistration or 

50 
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Educational Administration department of a nearby college or university. 
Nfemy state departments of education also provide information and assis- 
tance concerning the implementation of a new instructional program. 
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